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® the high level of activity in the Minerals Division

related to peat development,

® enforcement's handling of road killed deer and nuisance

beavers,
@ the Waters Divisions over-centralized organization, and

] the high percentage of projects worked on by
Engineering and the Lands Bureaus which are never

completed (see point 8).

We are not, for example, recommending the DNR reduce
staffing in Enforcement by thirteen, the effort used in
handling road killed deer and nuisance beaver. We believe
these resources and the others noted above should be

redirected into more productive activities.

The savings which result from the implementation of our
reconmendations will come from improved public service and
the more effective management of the state's natural

cresources.
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The personnel structure and career opportunities within the

Department.

Unfortunately, the relatively low personnel turnover and a
constant or declining staffing level limits opportunities

for advancement within the Department. The technical

| specialization required for most positions, the geographic

distribution of functions and the union contract limits on

relocating personnel further restricts career opportunities.

Because these barriers exist to career opportunities, the

DNR should be sensitive to employee needs and:

@ improve the technical and general training provided to

employees,

@ decentralize central office functions whenever
possible, to allow field staff advancement without the

necessity of relocating, for example Waters, and

e increase  the use of task forces comprised of field
person to address certain problems and projects. This
will provide job enrichment opportunities fof employees
and will provide for increased field level input 1into

planning and decision making process.
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We recommend that the Assistant Commissioner for Planning

and Special Services analyze ways in which the DNR can

improve career opportunities and other ways to provide job

enhancement.

Assistance to local units of government in the development,

management and funding of resource management programs.

The DNR provides a wide variety of services to local units

of government, such as:

fire protection,

° forest management planning,

@ access to Federal surplus equipment,
® payment in lieu of taxes,'and

® advisory reports on public drainage systems.

An extensive and representative sample of clients in local
units of government were interviewed for this study.

g
The quality of services provided to this clientele group of
the DNR was a major focus of our study. In addition to
these interviews, we reviewed the many letters from this

group received by the LCMR in response to the study.

Generally, local units of government seemed pleased with

the DNR's delivery of service except for problems noted
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with the Waters Division. We believe our organizational

and divisional recommendations address these problems.

Possible savings in expenditures for 1legal services and
unemployment compensation that could be achieved through

changes in management and organization of the Department.

Legal Services

Currently, all requests for legal services must be approved
by the Commissioner's Office. This provides a centralized

control over the request and continuation of legal services.

Since the Attorney General's Staff began charging agencies
for their services at the beginning of the 1986 fiscal
year, the DNR divisions have been forced to convert budget
dollars historically used for supplies and other operating
costs into funds to pay for legal services. 1In fiscal vear
1986, for example, the Department paid approximately
$413,000 to the Attorneyh General's office for legal
services. Since division managers may become reluctant to
seek needed legal advice because of the trade-offs they
must then make 1in other areas, we recommend the DNR
consider establishing a centralized budget for the

Department's legal costs.

We also recommend the Commissioner's office request an

estimate of legal expenses from the Attorney General's
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staff before giving approval for legal assistance.
Additionally, and on a routine basis, the Commissioner's
office should request case status reports from the Attorney
General's Staff which would include fees incurred to-date

and an estimate of fees to conclude the case.

Unemployment Compensation

In 1986, the DNR incurred $1.2 million in unemployment
compensation expense. This large expense results from the
Department's extensive use of seasonal workers. Seasonal
workers are utilized primarily during the spring and summer
months and become eligible for unemployment compensation.
The combined cost of high labor rates, for basic laborer
positions, and unemployment payments make seasonal workers
extremely costly to use. This cost represents a large

percentage of the DNR's total cost of operations.

In response to a request from the Legislature, the
Department conducted the "North Shore Labor Pool Study” in
1985. This study evaluated the possible use of a shared
labor pool to reduce unemployment compensation costs. The
conclusion of this report was that seasonal work is
concurrent across all disciplines and together with the
geographical distribution of work sites would not
facilitate the use of a shared labor pool. Based upon our
own analysis (see the first chart at the end of this

section), we would have to agree with the (general
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conclusions of the internal study. There may, however, be
some instances in certain regions in which the sharing of
seasonal workers may be possible. In the Regional
Administrators' capacity as a coordinator of services in
the regions, these opportunities should be explored and

implemented.

As the chart at the end of this section indicates, nearly
one-half of the unemployment compensation‘ goes to Park's
gseasonal workers. The Parks Division has formed a task
force to identify opportunities to convert seasonal workers

to part-time employees.

While this approach would not reduce costs, it would allow
for a more productive use of state funds. We recommend

other divisions also look into this option.

Two alternatives which would reduce or eliminate

unemployment compensation costs are:

@ The Legislature could consider whether the current
unemployment compensation deals appropriately with
people who voluntarily seek out employment that 1is
seasonally limited in duration (this issue extends far

beyond the DNR).

® The DNR could contract-out certain functions it now

performs internally with seasonal workers. This
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alternative would, 1in all probability, 1lower the DNR's
hourly rate for seasonal employees and shift efforts to

control unemployment compensation costs to the contractor.

While these alternatives may not be politically acceptable,

they could result in significant savings.
Coordination and cooperation within the Department.

Coordination and cooperation within the Department appears
to be much improved. With the exception of one region, the
cooperation between Forestry and Wildlife seems very good.
Cooperation between Fish & Wildlife and Waters also appears

good.

Coordination and cooperation should be enhanced by more
frequent and regularly scheduled management meetings. The
recommendation enhancing the role of the Regional
Administrators is specifically designed to improve intra-

departmental cooperation and coordination.

The relationship of new programs to present personnel

structure and management objectives.

We believe that the relationship of new programs to present
personnel structure and management objectives is the

fundamental reason for enhancing divisional planning
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programs and 1integrating plans across the Department.
These recommendations are discussed in Point 3 above. Two
examples (of the many discussed in the body of the report)
which demonstrate the need for DNR managers to closely
examine their operations and prioritize the use of their

resources are described below.

® One of the most frequent criticisms relayed to us by
hunting and fishing groups were their concerns over the
proliferation of projects and programs at the same time
the DNR is experiencing declining balances in the Game

and Fish Fund.

® Engineering, which has recently implemented a system
for prioritizing and controlling their work, repo:ts
that 15% to 20% of the projects they work on never are
completed. Because Lands does not have a system for
prioritizing service requests, their unproductive time

spent on never completed projects may even be higher.





